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COI•AND INSPECTIONS - A SELF-EVALUATION APPROACH

CHAPTER I

INTRODUCT ION

Idealistically, commanders would like to have units which are consistently

excellent, as opposed to those that periodically peak to meet the needs of some

special inspection event. Unfortunately, in many instances, commanders find

themselves sprucing up or squaring away their units to Just meet these events.

This results in an inordinate amount of time that could be used more wisely if

directed towards total organizational improvement. A commander who wishes to

succeed in increasing unit productivity, performance, and mission accomplishment

can do so by implementing a command inspection program which emphasizes self-

motivation, A system which focuses on continuous mission accomplishment and

doing the Job right.

This parpr proposes Just that kind of concept, a command inspection

program with a unique self-evaluation approach. The approach covers all the

key elements of a model inspection program. It includes clearly defined

standards. It provides training assistance and evaluation. The program

-promotes command involvement and offers excellent procedures for follow-up.

Futberaore, the program provides the commander an overall aasessmetut of

how well unit missions are being accomplished. It will identify internal and

external problem areas, draw attention to training needs, and stimulate



motivation to enhance Job performance. More importantly the system allows the

commander to design, develop, and tailor his own inspection program.

In order to understand the development of Army policy on inspections, it

is necessary to start by reviewing the evolution of AR 1-200, inspections and

Staff visits, and AR 20-1, Inspector General Activities and Procedures.

Army Regulation 1-200, Inspections and Staff Visits, was first published

in 1959 by the Comptroller of the Army. The regulation was initiated as a

result of complaints that units were 'being over inspected and that the Chief of

Staff of the Army felt units were not being sufficiently visited by responsible

commanders.' Even though command inspections were not specifically addressed

in AR 1-200, several key points persisted throughout its existence until the

regulation was rescinded in 1980:

S". To minimize unit disruption, the number of inspectionns should be held

to the minimum possible.

2. As many Inspections as possible should be consolidated under one

comprehensive annual inspection.

3. Inspectiors of technical areas/subjects should be conducted by the

lowest headquarters capable of doing the inspection effectively.

4. Inspections that are general in nature and staff visits should be

restricted to one echelon below the initiating headquarters unless specifically

excepted by competent authority. When exceptions are made, they will be

coordinated with echeiona by passed.
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5. Naximum utilization and credence will be given to reports of

inspections conducted by other agencies and lower echelons,."':

The question of who should be the proponent for inspection policy, the

Comptroller of the Army, who published AR 1-200, or The Inspector General,

(TIG), resulted in the elimination of the regulation. With its removal in 1980,

no specific publication remained to define inspections or establish Department

of the Army inspection policy.3

AR 20-1, Inspector General Activities and Procedures, provides the

inspection doctrine applicable to inspector genercil inspections. This

regulation has gone through three significant changes in emphasis during the

past three decades: "Before 1980 the LR implied limited TIG control over Army-

wide inspection activities. Since then the inference that TIG coordinates all

..DA level inspections has been ctronger in each iteration. At the same time the

role of inspectors general in non-IG inspection and investigative activities has

beeu increasingly restricted. Before 1966 there were no regulatory

restrictions. From 1966-1974 some limits were implied, and in 1974 specific

restrictions were stated in the AR (e.g., 'Officers detailed as Inspectors

General will not be appointed as investigating officers...UXCJ...AR 15-6...'). In

1982 the AR placed a complete prohibition on inspectors general participating

in any manner in ',.non-IG evaluations and assistance functions...' Finally in

1982, AR 20-1 shifted the I away from =onducting strictly compliance oriented

inspections to the conduct of compliance/systamic inspections and '...requires

that commanders... conduct coatizucous command and staff "Apections of ...their

3



organizations.' Throughout the evolution of inspection policy and doctrine, one

point has remained constant--the ARs consistently stressed that inspection is a

command responsibility."4

The thrust which influenced the change of Army inspections from

compliance oriented efforts to a more systemic approach was the October 30,

1979, Comptroller General's report to the Subcommittee on Legislation and

National Security, House Committee on Government Operations on the Army's

inspection system.- The report identified that headquarter's inspections

provided valuable information which was useful to the Army's top management.

However, inspections below headquarters level often contained nonmission

related, insignificant findings, which did not identify the causes of problems

uncovered. It further concluded that inspections usually covered many broad

subjects and that adequate time was not allocated to perform inspections

properly.4 The report noted even though TI$ recognized that the systemic

approach would provide commanders a better evaluation of mission performance,

he did not have direct control over lower level inspector general personnel to

influence a systemic approach. In other words, a commander could maintain

broad co4mpliance inspection techniques if he so desired." However, TIG could

change the inspection approach at lower levels if he was designated the

proponent to develop specific guidance and if its implementation was directed

by the Secretary of the Army.'1 It was recommended by the Comptroller General

that the Secretary of the Army should: "Issue directives to lower level

inspectors general on (1) the systemic approach to inspections, (2) the need to

identify causes of problems. (3) the inadvlsability of reporting minor
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deficiencies, and (4) the need to allow adequate time for a thorough

inspection."-'

The effects of the shift to a compliance/systemic inspection approach

started to be applied at the lower IG levels during the middle of 1982. The

frequency of inspections were lengthened from 12 to 18 months. The title of

annual general inspection was changed to command general inspection.'-'

Organizations to be inspected received formal communications at least 60 days

in advance of the inspection. Units o. activities received command and IG

guidance outlining the scope of the inspection and a list of functional areas

which would be evaluated. Organuzati~ns were given the opportunity to submit

problem or special interest areas to the IG inrspection team to foster a joint

problem solving atmosphere. Inspection philorophy was oriented towards

"*-.teacbing a~d helping leaders fix problems, especially those which are most

important to them or beyond their control."'

A command general inspection was to focus on poople and systems and its

inapection schedule desoinec "o complemoen. unit training and mission

accomplishment.'" The final IG written reports eliminated werely writing up a

laundry list of *gigs" or "deficiencies' and concentrated on registering

organizational problems. Reports were divided into toto parts. Part I findings

were written for the exclusive use of the commander and no follow-up action was

taken by the 1G. Part II findings, because of their severity, level of

significance, or impact on readiness required follow up action by the I1 to

ensure corrective actions were satisfactorily completed.' '



"In January 1984 The Chief of Staff, Army, wrote a letter urging

commanders to conduct command inspections and followed up during talks at the

precommand course. He strongly believed in establishing programs directed at

company level. To measure the implementation of command inspection prograans,

he charged The Inspector General to conduct a special inspection of Army

inspection activities in early 1985. The inspection evaluated chain of command

involvement in inspectiuns, implemen-tation of the 90-day free inspection, and

the role of the Inspector General in inspection activities. During that

inspection the team visited only active Army units. The Army Inspector General

Agency report of the inspection was published in July 1985.

r

The inspection determined that, throughout the Army, commanders were slow

in implementing command inspection programs. There were units where the intent

and spirit of the Chief of Staff's letter on command inspection programs were

in place. However, this occurred because some units had a history of command

inspection or because Individual commanders on their own initiative implemented

programs based on The Chief of Staff comments at the precommand course. It

tas aiso determined that the January 1984 letter on comnand inspections was

not effective in conmunicating the desires of The Chief of Staff. It war clear

that a void existed in the articulation of basic Army 1nspection philosophy and

policy. At the time, there was no Army regulation which defined inspections,

stated inspection policy, or established proponency for Army inspection

activities,
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As a result of the 1985 special inspection, The Chief of Staff, Army,

tasked The Inspector General to be the proponent for broad inspection policy

and to publish an Army regulation that defines inspection, states policy, and

established responsibilities for Army inspection activities. As an intermediate

measure pending publication of the Army regulation, The Chief of Staff issued a

second letter to all commanders in June 1985. It detailed the fundamentals of

command inspection programs as he desired them to be implemented.

In January 1986, AR 1-201, Inspections, was published to provide structure

to the Army's inspection programs. It filled a void in inspection policy that

bad existed since 1980 when AR 1-200, Inspectiont and Staff Visits, was

rescinded.",14

Army regulation 1-201, Inspections, outlines the responsibilities, policies,

and procedures for planning and conducting inspections of Army organizations.'

Commanders above company level are required to establish inspection programs.

The regulation does tot specifically direct how that policy will be established

m- *or implemented. It gives the commander a great deal of latitude to develop

-procedures that will provide him with the most accurate representation of

subordinate unit status and readiness while efficiently using the resources

* * available to him.
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An effective command inspection program should provide company and

detachment level commanders a clear focus of the goals, standards, and

priorities of the unit and its missions.

The irequency and composition of the inspection team as well as the

functional areas to be evaluated are determined by the inspecting headquarters.

However, the requirement exists for a free inspection for all newly assigned

commanders within 90 days of assuming command. A free inspection is defined

as uAny inspection designed only to inform the inspected organization of its

current status, establJsh goals and standards, or to provide assistance, ;ith

the results not used competitively or as the sole basis for evaluation of past

performance."

Inspections must identify both problem areas and corrective actions

required, Problems identified which are beyond the authority or capability of

the inspected unit are to be passed to the appropriate level of command for

action. The emphasis is to be on reinforcement and maintenance of established

goals and 6staudards and by teaching and leading subordinates to meet this

challenge.'

It is unde.rstood that there is a need in many instances to ensure

compliance with certain regulations, rules, and policy directives. But more

importantly, a command inspection program which is to be successful needs to

provide additional incentives to make it attractive an~d wcrthwhile. Chapter i1

will discuss the important role motivation plays in assuring a quality program,



highlights the success the U.S. Air Force has experienced with self-inspection,

and lists significant benefits which can be gained through the adoption of a

self-evaluation aproach.
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COIXAND INSPECTIONS - A SELF-EVALUATION APPROACH

CHAPTER I!

WHY A SELF-EVALUATION APPROACH

An important factor in promoting a successful and quality command

inspection program is motivation. A self-evaluation approach can stimulate

motivation among soldiers and foster individual incentive and effort to meet

the obJectiv,,z and goals of the- command. The self-inspection aspect of the

system in itself becomes the motivational tool to improve soldier and

organizatirual Job performance.

*The mission oa the services - safeguarding the peace and security of the

country - is so Ivmportanf that any source of help in motivating people to do

theii- jobs oetter deservec seriou., attention."'

Communicatloas is considered an important key to the whole process cf

inotivation.4 The chalienge of the work functiuns to be performed must be

.profiiieutly ,mazounicated to "he workers. This encourages the workers to fully

utilize all their talent7 to perform the jobs required to accomplish the

_inss-i•n, Under the self-evaluation concept, communication is provided to the

workers in the form of written menus. The menus cl-arly state the standards,

objectivos, and goals of the commander.

10



It is important for the leaders of any organization to plan a close and

precise path for the motivation of its followers. According to Brewer in his

chapter on power motivation, 4 there are three vital steps necessary to achieve

this motivation: the identification of organizational objectives in very

specific terms; recognizing the kinds of follower behavior needed to accomplish

the objectives; and to select and administer incentives that reward followers

for the behavior identified in step two, "The idea, of course, is to bring the

follower's behavior as close as possible to the behavior needed to accomplish

the task. When followers see the positive results of this behavior for them

individually, they will be motivated to achieve organizational goals. It is

difficult, however, for some followers to see the'immediate rewards of doing a

specific task. This is why it is important for the leader to continuously

communicate organizational and task goals. In fact, most followers will respond

more to the immediate rewards of doing a specific task if they are

- • . eafli~ful...'.

The aelf-evaluation aFproach supplies menu type assistance plans which

satisfies the continuous Qommunication of tasks and objectives. Soldiers will

be able to evaluate their work performance to meaningful standards which in

turn will enbtuce their motivation to dc the job right.

PIR FORCE SEL.E-INSPRCTION PROORA[S

The Air Force has recognized the benefits of self-inspections programs for

several years. Xany of its commands, separate operating agencies (SOA), and

"direct reporting units (DRU) have self-inspecting systems, The November 1985

'- . ."



version of Air Force Regulation 123-1, required SOAs and DRUs, without formal

inspection systems, to establish a self-inspection program. Other organizations

and agencies were encouraged to consider self-inspections*• In accordance with

change one, 15 August 1986, to the Air Force regulation 123-i, "Xajor commands

and other commands with formal inspection systems shall direct self-inspection

programs for units and organizations under their authority. Each SOA and DRU

that does not have a formal inspection system must establish a self-inspection

program." AK. other Air Force organizations or agencies not included in the

above categories are encouraged to 'establish a self-inspection program.'-4

C,

Air Force self-inapection programs are specifically tailored to the

missions and structure of the organization. They include checklists or other

oversight mechanisms to assure adequate review of organizational missions,

resources, training, and people programs. The programs identify problems and

catogorize then as to mission impAct, compliance, or effort needed for

correction. They include a feedback mechanism so problems can be tracked until

resolved or directed to the proper level for action or resolution. All self-

inspection programs are reviewed by an inspection team.*

Air Force internal self-inspection programs, regardless of how frequently

-performed, provide important feedback to the supervisors, organizational

headquarters, the commander, and serve as an important management tool,' It

is specifically recommended that a program be strengthened by: *Placing your

self-inspection philosophy and methodology in succinct written format. Ensure

all key supervisors and organizational personnel understand how the self-

12



inspection program is used and what their individual roles are. Emphasize that

all applicable references (normally listed on the self-inspection item) are

reviewed for accuracy and content. Also, stress the need for program

management on a continuing basis and not just before a major inspection or

self-inspection."'

Strategic Air Command (SAC) Regulation 123-2, Self-Inspection Program,

specifies that SAC units will conduct semi-annual self-inspections.'`2 The

results of recent SAC Inspector General inspections revealed that success during

Unit Effectiveness Inspections was the direct result of active on-going self-

inspection programs.'

The most important benefit of self-evaluation is the stimulation of

motivation in soldiers to do the Job right. Soldiers are basically willing to

perform their duties and generally take pride in their work performance. All

too frequently however, the objectives, goals, and essential tasks have not been

sufficiently explained. This can result in confusion, lack of direction, and a

loss of motivation. A self-inspection concept provides clear up front guidance

as to the specific desires of the commander. It focuses on the first line,

.hands on*, supervisors who are the key to motivating our soldiers to properly

accomplish their missions.

13



Other significant benefits to be gained through a self-evaluation approach

are:

1. Systematic self-review

2. Early identification of problem areas

3. Immediate corrective actions

4. Identification of training needs

5. Effective levels of standardization

6. Identification of systemic problems

The importance of motivation cap not be overemphasized. The U.S. Air

Force has realized the substantial benefits of a self-inspection program. A

self-evaluation approach is easy to comprehend and straight forward in its

application. Chapter Il will discuss how the program works.
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COMLAND INSPECTIONS - A SELF-EVALUATION APPROACH

CHAPTER III

HOW THE PROGRAX WORKS

The commander is the cornerstone of a command inspection program. By

direct and active participation, the commander influences the development of the

program which reflects his/her particular desires and areas of concern. This

is especially true in the formulation of a self-evaluation approach. Regardless

of the number of areas selected for evaluation, to assure success, the commander

must determine the scope and content of the program. He/she must play an

active role in its implementation.

B C CONSIDERAT TONS

Since the self-evaluation program is prepared by the inspecting

headquarters, the following basic considerations must be reflected in its

development:

1. The primary focus is directed towards stimulating motivation. This is

accomplished by providing help and assistance instead of the Ogotcha" concept

often dominating inspection techniques.

"2. The emphasis of the program is self-evaluation followed by internal

inspection by the commander.

3. The program is to promote standardization within the units of the

command as well as in like technical and functional areas.

4. The level and quality of Job performance is assured and reinforced

through command evaluation, training, and assistance visits.

16



5, The intent of the program is not to create a paperwork exerc •e, but to

establish a realistic mechanism to improve continuous mission accomplishment.

SELF- INSPECTION

The foundation of the program is the Self-Evaluation Assistance Plans

(SEAP). These plans serve as a blue print or menu for self-inspection. A SEAP

is developed for each functional or technical area of concern established by the

commander. The plan must fully reflect the critical tasks and objectives to be

accomplished. Once the SEAPs have been prepared they are distributed

throughout the chain of command to the responsible unit. These menus are given

to the lowest level supervisor and "hands on" workers who use them to conduct a

self-evaluation of their mission areas. The self-inspection identifies whether

the job is being accomplished in accordance with the commander's desires. If

not, it provides a starting point to determine what is necessary to perform the

Job. Ideally, self-inspections should be conducted at least semi-annually.

S~COItXAIID INiSPRCTITONS

After subordinate units have had a chance to conduct self-inspections with

the aid of the Self-Evaluation Assistance Plans. the higher headquarters may

now conduct Command, Lssessment, Training, and Advisory Visits (CATAV). The

purpose of thiee visits is to evaluate how well the self-inspections were

accomplished and if the jobs are being performed satisfactorily. Furthermore,

assistance is provided in resolviun internal and external problems, and ir

direct training of supervisors in areas where Improvement is needed.

17



The commander will determine the composition of the inspection team and

the number of functional and technical areas to be evaluated. The team should

consist of the commander and technical or functional area experts. The experts

need to be thoroughly confident and able to communicate knowledgeably with the

inspected unit on-line supervisors. This is absolutely critical to assure

adequate evaluation, assistance, and training.

All essential areas should be evaluated at least one time every year. At

the scheduled CATAV, the commander and team members receive a formal in-

briefing to include the results of the self-inspections and problem areas

uncovered. The inspected unit shoulcf- be prepared to discuss what corrective

actions have been initiated and the status of ongoing efforts. The commander

and inspection team then conduct evaluations using identical SEAPs as the unit

used for self-inspection. The purpose is to verify compliance with the plan,

compare findings with unit self-evaluation, and to provide assistance, training,

and guidance where differences occur.

Upon completion of the inspection the commander and inspection team

conduct an out-briefing reviewing the uuit's overall status and level of

performance. Recommendations and guidance to improve Job performance should be

provided on any problem areas and when a difference of opiniou exists. This

will establish the best possible course of action to resolve existing problems.

Prior to departure, the inspection team provides the inspected unit with on site

written findings. These are written in the comment/recommendations sections of

the SELAP. SEAPs will serve as the written report. Findings should include:



specific recommendations which require action by the inspected unit; address all

positive aspects of the inspected unit; and identify problems which require

action by higher headquarters.

OLWOYz.UP

Upon return to the command headquarters, the results of the Command,

Assessment, Training, and Advisory Visit will receive a thorough review. Each

problem area identified requiring resolution at headquarters will have a

separate summary sheet prepared. The summary sheet will detail the specifics

of the finding. Each summary sheet ,is routed through the appropriate

headquarter staff element for verification and recommendations. Problems

identified as requiring more than sixty days to fix can be assigned a separate

project for resolution. Actions identified for resolution at higher headquarters

or other commands and agencies will be staffed and forwarded. Solutions or

recommendations for correction are then shared with the inspected unit.

The inspecting commander then decides, after careful review of the unit's

inspection, if any additional inspected unit follow-up evaluation is necessary.

* The commander may choose to conduct a subsequent evaluation visit or require a

reply by endorsement. This will be influenced by the severity of the problem

or the commander's particular concern for unit readiness.
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COXXAND INSPECTIONS - A SELF-EVALUATION APPROACH

CHAPTER IV

DEVELOPING SELF-EVALUATION ASSISTANCE PLANS

Probably the most important element in making a self-evaluation program

successful is the Self-Evaluation Assistance Plan (SEAP). A separate plan needs

to be developed for each functional area which is to be included in the program.

The first step in this process requires the identification of the essential

functional areas,

ESSENTIAL' FUNCTIONAL AREAS

Deciding which functional or technical areas are most important in

accomplishing the mission lies with the commander. It needs to be emphasized

that the commander can tailor these areas to his individual objectives, goals,

and desires. The focus and emphasis of the program is entirely up to what

he/she feels needs to be accomplished. For example, a combat arms organization

may stress particular functional areas involving weapon systeme or tactical

maneuvers. A medical unit may lean towards identifying technical areas, such

as emergency room medical care, or Infectiouu disease control, as essential

functional areas. Regardless of the military organization, coanon functional

areas such as supply, veicle mainterance, or arm room management, should be

included. Same suggested essential function areas can be seen In Appendix 1.

It is recommended that the commander solicit input from his immediate

staff, functional area experts, or other assets In determining the essential
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areas. An internal survey could serve to assist in determining weak or proble U

areas requiring improvement. Essential functional areas should be broad in

scope, but the commander can select as few or as many as he deems necessary.

Each essenttal functional area is subeategorized into critical elements and

areas of concern. Critical elements tell "what" needs to be accomplished and

the areas of concern tell "how" to evaluate. See Figure 1.

*,EiaL unc•tJL n &LpAr,4~ Supply
Iic Inventory

Area QL 2Corncee

1. Are all inventories, to include the monthly 10 percent
inventory, cJnducted and'adjustment documents InitLated
to maintain proper supply accountability (Section Z,
TK 38-Li 7-11)?

2. Are monthly Eensitive item inventories conducted and
filed?

3. Are inventories and files maintained lAW Section XI,
AR 3i40-2?

Figure 1

QPiJTICAL HLEMERTS

Critical wlements constitute what needs to be accomplished to assure the

mission requiresentc., are being met. In some instances it may be convenient to

further subcategorize critical elements. If all the elements, or a high

percentage, are being performed satisfactorily, then the functional area is

being maintained to the standards set forth by the organi;ation.

The identifice ,ion of critical elements should once again be a team effort

led by the commander. Funct.onal area or technical experts are usually well
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qualified and prepared to identify critical elements. However, appropriate

research into rfegalations, policy directives, field and technical manuals along

with other references ma5 be required. An example of the critical elements for

the essential function a:-ea of supply can be seen in Appendix 2.

The last and most time consuming step is to determine specific areas of

concern within each critical element.

,AREAS OF CONCERN

Developing areas of concern within each critical element tells tI, "how" to

evaluate and determine if the critical element is, being satisfactorily

accomplished. The areas of concern can be specific tasks or functions that the

soldiers needs to perform. Th.iy may consist of preparing specific reports or

the. documentation of record files. They may be the satisfactorily completion of

certain training events or the calibration of special equipment. The functional

or technical area expert is probably best qualified to identify and develop the

areas if concern. These serve as the main body of the menu or check list and

provide the details for the self-evaluation process. The areas of concern must

fully represent the critical element and be in sufficient quantity to achieve

the desired end result. As the areas of concern are. developed it is necessary

to document applicable references which are to be included in the SEAP. An

example of the areaA of concern for the critical elements of supply can be seen

in Appendix 3.

22



I'ilAL "

The format for the SEAP consists of a title page with a table of contents

listing each critical element for the essential functional area. Each critical

element is to be addressed separately and divided into three sections:

references; areas of concern; and comments/recommendctions/follow-up actions.

By providing general references for each critical elements, units and

soldiers are able to conduct research in a particular area of concern or

increase their knowledge of the subject element. Areas of concern, if

applicable, should also include specific referencds as to the requirements. The

comment/recommendation/follow-up action section is provided to allow written

comments during the self-evaluation process and will be utilized when the

commander and inspection team conduct Command, Assessment, Training, and

Assistance Visits. Look at Appendix 3 for an example of the SEAP format for

supply.
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"COMXAND INSPECTIONS - A SELF-EVALUATION APPROACH

CHAPTER V

PROGRAX MAINTENANCE

In order to establish a self-evaluation program, several aspects need to

be considered. First, the inspecting headquarters must develop and produce the

self-evaluation assistance plans (SEAPs). This process entails the functional

or technical area experts to write the SEAPs, which tould take several months

to complete. The commander must be willing to accept up front preparation time

and be personally involved during the development phase. As the SEAPs are

reaching the final stages, a draft should be appropriately staffed throughout

the command to solicit constructive review and recommendations for improvement.

This will enhance organizational acceptance of the prugram and allow

subordinate unit input in the establishment of the standards, objectives, and

goals. This is extremely important in promoting the motivational aspects of

the system. After drafts have incorporated appropriate recommendations and

changes they are ready for the commander's approval.

All SUAP should be maintained on word processing equipment. This

capability will allow for easy and continuous plan updating. Updates can

include: feedback from units inspected, changes in regulations, policies, and

directives, and changes in the commander's emphasis or desires. Updates may be

"further influenced by high-visibility areas, changes in the critical aspects of

unit missions, recurring deficiencies, readiness requirements, or other concerns

The direction and focus may also vary with a change in inspecting commanders.
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Irregardless, each SEAP should be republished annually. It is highly suggested

that a continuity file be maintained on each SEAP to capture changes and to

insure that they will be included when updates are performed.

The frequency of conducting Command, Assessment, Training, and Advisory

Visits (CATAV) is determined by the inspecting commander. Consideration should

be given not to overload inspected units. All essential functional areas could

be evaluated at one time, however, it is recommended that evaluations be spread

out in order to prevent a stand down in normal unit mission accomplishment.

The advantage of the self-evaluation Cpproach is .that the subordinate units

have already pre-identified most of their problems and will be well along in

their corrective mode. Subordinate unit preparation for CATAVs should not be a

major undertaking. The longer the self-evaluation program is practiced

throughout the organization, the more prepared subordinate units will become.

The commander must encourage the inspecting team members to always

exhibit a helpful approach in conducting CATAV. There can be no allowance for

a OgotchaO type attitude, How the CATAVs are received by the subordinate units

can make or break the purpose of the program. Emphasis must be placed on

assistance and on site training. By insisting on a helpful approach the

motivational aspects of the program will be intensified and beneficial results

apparent.

SUAPs are designed to include a recommendation/comment/follow-up section

for each essential element in the plan. This section serves to document both
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unit self-evaluation efforts and the results of the headquarters CATAV. During

the self-evaluation phase, the unit records the level of success in meeting the

requirements and lists corrective actions to be completed. During the CATAV,

evaluators will document observations and findings. Futhermore, emphasis will

be placed on specific follow-up actions required of the inspected unit.

Problems identified for resolution at the inspecting command headquarters will

be noted. All documentations on SEAPs are to be completed on site and prior to

out briefing the inspected unit, A copy of the completed SEAPs are to be left

with the inspected unit. These procedures will avoid misunderstandings that

can arise when inspection reports are written at a later date. Extensive
(7

writing of separate inspection reports is not required. This is a strong

feature of the SEAP format.

A consolidated evaluation and staffing action list can be prepared for

each SEAP by the inspecting headquarters. It can be used by the evaluators to

summarize the CATAO for the inspected unit. It identifies critical elements

evaluated, if inspection unit follow-up is required, and which elements require

further action upon return to headquarters. See Appendix 4 for an example. The

list can also serve as an overview of the inspection results for each SEAP at

command headquarters. It should be attached to the front of the SEAP.

For each item requiring further resolution at the headquarters, a separate

problem summary sheet is prepared. The on site evaluator is the responsible

action person, The problen area is fully explained to include a solution or

recommendation. Although time may be needed for further discussion and
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research, each summary sheet should be completed a-, rapidly as posasible. See

Appendix 5 for an example. All summary sheets are attached to the SEAP along

with the consolidated evaluation and staffing action list.

The completed SEAP packages are staffed through the commander for review.

The commander directs what follow-up actions are required. The commander may

direct no further action is necessary. He/she may provide follow-up action

guidance, or determine a special project be initiated. Each summary sheet

requiring further action is then placed into a suspense system. The evaluator

initiating the summary sheet will usually be the action officer. A good

suspense framework is critical to insure timely resolutions are completed.
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COXXAND INSPECTION - A SELF-EVALUATION APPROACH

CHAPTER VI

CONCLUSIONS

There are many attractive attributes associated with a self-evaluation

approach to a command inspection program. Three significant benefits were

highlighted in Chapter II: an increase in unit motivation to do the job and do

it right; early identification of training needs; and.the promotion of

standardization. These merits alone provide adequate Justification to consider

this type of program, However, there are many other positive aspects to the

system. Probably the most noteworthy is the solid foundation this approach

sets up for coutinuous mission accomplishment. As the program progresses, the

closer the entire organization will come to meeting the standards, objectives,

and goals set forth by the commander.

The Self-Evaluation Assistance Plans (SEAPs) are the catalyst to insure

esseuntial tasks are performed correctly. They provide information in sufficient

detail for excellent self-evaluatiou and act as the building blocks (foundation)

of the program. Vith the use of a word processing system, SEAPs can be easily

updated and improved. By maintaining continuity files, annual updates can

readily reflect necessary changes.

The time consuming task of writing after-action inspection reports is

drastically reduced. Reports will be timely and allow for immediate initiation

of corrective actions at the inspected unit. The use of summary sheets at the
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inspecting headquarters coupled with a good suspense system will assure

adequate follow-up and resolution of problems identified.

Overall unit productivity, duty performance, and mission accomplishment

can definitely be enhanced through the adoption of this type of program. The

Air Force has found the self-inspection approach to be an effective means of

increasing readiness. As a result of their success, the Air Force has directed

that self-inspection programs ba established throughout its commands and

organizations.

After the program is establishel, a Command, Assessment, Training, and

Advisory Visit (CATAV) can provide newly assigned subordinate commanders an

overall assessment of his/her unit. An initial CATAV is an excellent method of

meeting the Ofree" inspection requirement.

The information presented in this study discussed the elements and

mechanics of conducting a command and inspection program utilizing a self-

evaluation approach. All that is required to get started is that precious

motivation factor we all strive to capture. Remember, it will be your program.

Tailor it to your needs and go for it!
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COXXAND INSPECTIONS - A SELF-EVALUATION APPROACH

CHAPTER VII

RECONXENDAT IONS

The self-evaluation approach to the command inspection program should be

considered by the active Army, the Army National Guard, and the U.S. Army

Reserve. The system can be adapted for use by all modification table of

organization and equipment (XTOE), and table of distrioution and allowances

(TDA) units and organizations.

The self-evaluation program can be utilized by units regardless of size

&ad organization. However, the system is especially well suited for battalion

size units.

Small unit organizations performing unique missions with wide geographical

dispersion would also fiad this system especially beneficial. XTOB, Kedical,

Finance, and Criminal Investigation Command units are prime examples. Such

organizations are usually commanded by senior field grade officers and consist

"of numerous outlying sections (branches) without subordinate commanders.

Lastly, it It recommended that the Office of the Army Inspector General

review the merits of a self-evaluation approach to the command inspection

"program. Furthermore, they should evaluate the effectivetess of the Department

of the Air Force self-inspection system and consider establishing a systemic

sell-evaluation approach for the Department of the Army.
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APPENDIX 1

Suggestad Esgpntial Functional Argas-1

1. Personnel Services and Administration
2. Safety and Fire Prevention
3. Physical Security and Crime Prevention
4. Information and Personnel Security
5, Operations
6. Training
7. Nuclear, Biological and Chemical (NBC) Proficiency
8. Communications - Electronics Equipment
9. Supply
10. Post/Camp/Station Property
11. Energy Cons~rvation/Environmental Protection
12. Unit Maintenance Management Syster (UKKS)
13. The Army Maintenance Management System (TAXXS)
14. Prescribed Load List (PLL)
15. Vehicles
16. Engineer Equipment
17. Fire Control Equipment
18. Weapons
19. Ammunition Management/Accountability
20. Radar Equipment
21. Dining Facility Xanagement
22. Aviation
23. Personnel Inspection

HNDNOTES

1. U.S. Department of the Army, Second Dlvision Pamphlet oý. 1-201,
p,2. The preceding list of suggested essential functional areas was adapted
from the table of contents.
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APPENDIX 2

Critical Elements Associated with the Essential Functional Area of Sup; X'

1. Standard Operating Procedures
2. Standard Property Book System 'SPBS)

a. Property List (File Copy)
b. Inventory File
c. Property List (Work Copy)
d. Delegation of Authority - DA Form 1687
e. Expendable/Durable and Non-Expendable Components Request
f. Sub-Hand Receipts
g. Change of Responsible Officer

3. Property Accountability
4. Personal Clothing and Organizational Clothing 4nd Individual Equipment

(OCIE) Procedures
5. Absentee Clothing
6. Basic Load
7. Supply Storage
8. Publications

ENDNOTES

I. U.S. Department of the Army, Second Division Pamphlet No. 1-201,
pp. 11-1 - il-8. The preceding list of critical elements was adapted
from Chapter 11. Inspection Standards and Evaluation Criteria for
Supply.
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APPENDIX 3

SELF-EVALUATION ASSISTANCE PLAN'

41SUPPLY

TABLE OF CONTENTS

CRITICAL ELEMENTS: Page

1. STANDARD OPERATING PROCEDURES ....... ...... ....................... 36
2. STANDARD PROPERTY BOOK SYSTEM (SPBS) .............................. 37

a. Property List (File Copy) .................................. 37
b. Inventory File .............................................. 38
c. Property List (Work Copy) ................................... 3j
d. Delegation of Authority - DA Form 1678 ...................... 40
e. Expendable/Durable and Non-Expendable Components Request .... 41
f. Sub-Hand Receipts ........................................... 42
g. Change of Responsible Of erc...e..... 43

• . PROPERTY AC-COUINTABILITY ... . . . . . . . . . .. . . . . . . . . . 44

4, PERSOWAL CLOTHING AND ORGANIZATIONAL CLOTHING AND INDIVIDUAL"•EQUIPMENT (OCI.ý) FROCEDURES ................................ ....... 45

5. ABSENTEE CLOTHING ................................................. 46
6. BASIC LOAD ...................................................... 47
87. SUPPLY STORAGE/ANNEXES . .......................................... 48
8, PUBLICATIONS....R ................................................. 49

ENDNOTES

1. U.S, Department of the Army, Second Division Pamphlet No. 1-201,
pp. 11-I - 11-8. The Self-Evaluation Asststance Plan presented in this
appendix was adapted from Chapter 11, Inspection Standards and Evalua-
tion Criteria for Supply.
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1. STANDARD OPERATING PROCEDURES:

a. References:

(1) FX 10-14-2
(2) F( 101-5
(3) AR 710-2-1

b. Areas of concern:

(1) Have the SOPs been reviewed and kept current in accordance
with lo',al procedures and meet with ARs and other guidance
from higher headquarters (Chapter 21& 8, FM 10-14-2; App R,
FX 101-5)?

(2) Are the SOPs informative and did they contain instructions
for each task within, the scope of unit supply operations
(FX 10-14-2; Chapter(6, AR 710-2i Table 1-1 thru 1-3,

DA PAX 710-2-1)?

(3) Are the unit supply personnel familiar with the 6OPs add are
they on file in the supply room (FX 10-14-2)?

(4) Are the SOPs being followed and enforced?

Comments/Recommendations/Follow-up Actions:
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2. STANDARD PROPERTY BOOK SYSTEX (SPBS):

References:

(1) TB 38-L1,7-11
(2) DA PAN 710-2-1
(3) AR 340-2
(4) AR 710-2

a. PROPERTY LIST (FILE COPY):

(1) Areas of Concern:

(a) is the commander's signature on the unit file copy of
the organizational, TDA, and Installation Hand Receipt
Property Listing evidence that he -ccepted responsibility
for all property listed (Section 2, TX 38-117-11)?

C
(b) HAs the original copy of thý Hand Receipt Property List-

ing been certified and signed by the hand receipt holder
and returned to the Division Property Book officer (DPBO)
within the allotted time frame (Section 2, TX 38-L17-11)?

(c) Is any officer, other than the commander, designated as
the hand receipt holder (HRH)? If so, was prior approval
obtained in writing from the DPBO (Section 2, TX 38-L17-

(2) Coumints/Recommendations/Follow-up Actions:
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b. INVENTORY FILE:

(1) Areas of Concern:

(a) Are all invantories, to include the monthly 10 percent
inventory, conducted and adjustment documents initiated
to maintain proper supply accountability (Section 2,
TX 38-117-11)?

(b) Are monthly sensitive item inventories conducted and
and filed (Section 2, TX 38-L17-11; Chapter 9, DA PAN
710-2-1)?

(c) Are inventbries and files maintained properly (Section
XI, AR 340-2)?

(2) Comments/Recommendati.ns/Follow-up Actions:
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c.PROPERTY LIST (WORK COPY):

(1) Areas of Concern:

(a) Is the unit posting transactions to the working copy
of the Hand Receipt Property Listing as they occurred
(Chapter 3, TX 38-L1,7-1i)?

(b) Have supporting documents been posted and retained on
file until the transactions appeared on the updated
Hand Receipt Property Listing (Section 2, TX 38-L1,7-11)?

(c) Have changes before the "as of" date of the Hand Receipt
Property Listing, that did not process through the auto-
matic system, been entered in ink on the work copy of the
Hand Receipt Property Listing and initialed by the unit
commander (TX-Lw-li)?

(2) Commnts/Recommendations/Follow-up Actions:
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d. DELEGATION OF AUTHORITY - DA FORM 1687:

(1) Area of Concern:

(a) Has the unit commander prepared a DA Form 1687 for in-
dividuals delegated the authority to receipt for non-
expendable/durable supplies (Chapter 2, DA PAX 710-2-1;
Section 2, rM 38-117-11: Chapter 2, AR 710-2)?

(2) Comments/Recommendations/Follow-up Actions:
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e. EXPENDABLE/DURABLE AND NON-EXPENDABLE COMPONENTS REQUEST:

(1) Areas of Concern:

(a) Are expendable/durable items requested through the
battalion S-4, and a copy ..f the DA 2765-1, with re-
quest number, on hand in tae uniL (Section 2, TX 38-
L17-l1)?

(b) Is there proper Justifi-ation on file with the re-
quest for expendable/durable items (Section 2, TM 38-
L17-lf)?

(c) Are requests for iss'je of non-expendable components
and installation property prepared and submitted as
required (Section 2., TX 38-117-11)?

(d) Are shortage annexes for durable/expendable components
validated by ba1talion's S-4 on file?

(e) Are shortage a,'nexes for non-expendable components
validated by the Division Property Book officer on file?

(2) Commsts/ Rec rmpudat ions/Fol low-u p Actions:
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f. SUB-HAND RECEIPTS:

(1) Areas of Concern:

(a) Are sub-hand receipts set up and maintained for all
Property Book or durable items (Section 2, TX 38-L17-11;
Chapters 5 & 6, DA PAX 710-2-1)?

(b) Are sub-hand receipts directed to the person identified
as the user, platoon, or comparable element (Section 2,
TX 38-,17-11; Chapter 5 DA PAX 710-2-i)?

(c) Is a file folder prepared for each sub-hand receipt with
all required component listings, and with a locally
assigned number identifying the sub-hand receipt holder
(Section 2, TX 38-1,17-11; Section XI, AR 340-2)?

(d) Is the serial number/registration number indicated on
the sub-hand receipt for those items requiring serial
numbers (Section 2, TX 38-1,17-11; Chapter 5, DA PAM 710-
2-i)?

(a) Are hand receipts adjusted properly (Section 2. TX 38-
L17-11; Chapter 5, DA PAX 710-2-i)?

U() Are hand receipts annexes/component hand receipts esta-
blished for sets/kits/outfits and other equipment as re-
quired (Chapter 6, DA PAX 710-2-1; TX 38-L17-Il)?

(g) Do sub-hand receipts reflect all property in the custody
of the user (Section 2, TX 38-L17-11)?

(2) Coants/Recommeodations/lollow-up Actions:
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I
CHg. ANGE OF RESPONSIBLE OFFICER:

(1) Area of concern:

(a) Are change of responsible officer inventories (change of
command) conducted within the normal 30 days or a written
extension granted by the next higher command indicating
the length of extension (Chapter 9, DA PAX 710-2-1)?

(2) Comments/Recommendatious/Follow-up Actions:
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3. PROPERTY ACCOUNTABILITY

a. References

(1) AR 735-11
(2) AR 710-2
M().TX 38-117-il

b. Areas of Concern:

(1) Are DA Forms 4697 (Reports of Survey) prepared when required
"(Section 2, AR 735-11)?

(2) Is the initiation and processing time for Reports of Survey
accomplished within 5-15 days, as required (Chapter 3, AR 735-

S- li)?

(3) Are cash sales or stt.ements of charges being usea to replace
or account for hand tools when pecuniary liability was ad-
mitted (Chapter 2, AR 735-11)?

(4) Is a copy of the supporting adjustment document retained
(AR 710-2; Section 2, TM 38-L,17-i)

(5) Is excess property on-hand without action being initiated
(Table 1-3, AR 710-2)?

(6) Is there a shortage of authorized allowances of property
(OEB and TDA) not covered by a valid requisition (para 2-3,
AR 710-2)?

c. Comments/Recommendations/Pollow-up Actions:
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4. PERSONAL CLOTHING AND ORGANIZATIONAL CLOTHING AND INDIVIDUAL EQUIPMENT
(OCIE) PROCEDURES:

a. References:

(1) DA PAY 710-2-i
(2) AR 700-84
(3) AR 7S5-11

b. Areas of Concern:

(1) Is DA Form 3645 and DA Form 3645-1 reflecting the issue of
clothing and eqoipment on file for each individual assigned
(Chapter 10, DA PAM 710-2-1)?

(2) Are inventories conducted upon arrival, and prior to clearing
the installation (Invpntory Departure file) (Chapter 10, DA
PAX 710-2-1; Chapters*1 and 11, AR 700-84)?

(3) Is lost, damaged, and destroyed OGIE, other than fair wear
and tear, accounted for either by purchasing fru.. the clothing
sales store or processing of appropriate adjustment documents
(Gihapter 2, AR 735-11)

(4) Are personal clothing and organizational clothing and in-
dividual equipment secured in a unit facility prior to the in-
dividual's departure on leave (Chapter 12, AR 700-84)

(5) Is unit property that was issued by unit supply recorded on
DA Form 2062 (Chapter 5, DA PAX 710-2-1)?

c. Commnts/Recomwndations/Follow-up A'tions:
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5. ABSENTEE CLOTHING:

a. References:

(1) AR 700-84
(2) AR 638-1

b. Areas of Concern:

(1) Have OCIE, personal military clothing and privately owned per-
sonal effects of personnel absent without leave (AWOL),
dropped from the rolls (DFR), hospitalized for a period more
then 120 hours,-or who PCS while on'emergency leave, been in-
ventoried, safeguarded, and disposed of as required (Chapter
12, AR 700-84)?

(2) Are the personal efficts of deceased or missing personnel
shipped or disposed od properly (AR 638-1)?

c. Comments/Recommendation./Pollow-up Actions:
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6. BASIC LOAD (KEALS, READY TO EAT):

a. References:

(1) AR 30-7
(2) TX 38-L17-ii

b. Areas of Concern:

(1) Is the unit maintaining a Unit Basic Luad (UBL) of nine meals
per person for each person authorized, assigned, or attached
for a period of more than 60 days (AR 30-7)?

(2) Is any case in the UBL past its expiration date (AR 30-7)?

(3) Is the UBL sub-hand receipted by date of pack and lot number
(AR 30-7)? 1

(4) Is the UBL properly stored at least 56 inches from the ceil-
ing, 6 inches from all walls, and 5 inches off the floor with
% inch dunnage between each layer and not more than two
pallets high (AR 30-7)?

(5) Is the UBL storage temperatures maintained between 40 and 90
degrees F (AR 30-7)?

(6) Do the quantity of cases sub-hand receipted or on-hand match
the quantity on the Hand Receipt Property Listing (Chapter 3,
TX 38-117-11)?

c. Comments/Recommendations/Follow-up Actions:
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7. SUPPLY STORAGE:

a. References:

(1) FM 10-74
(2) AR 710-2

b. Areas of Concern:

(1) Are the supplies and equipment pelletized as required (FM 10-
14)?

(2) Is servicable property turned-in or was it being processea
for turn-in (Chapter 2, AR 710-2)?

c. Coiments/Recommendations/Fgilow-up Actions:
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8. PUBLICATIONS:

a. Area of Concern:

All of the following minimum essential publications should be on-
hand and posted with all changes or on valid request to include
appropriate supplements of the Army Command:

(1) AR 30-7
(2) AR 190-11
(3) AR 340-2
(4) AR 638-1
(5) AR 700-84
(6) AR 710-2
(7) AR 735-11
(8) DA PAM 710-2-1
(9) TM 38-L17-I1
(10) CTA 50-909
(ii) CTA 50-900 C.
02) FM 10-14
(13) FM 10-14-1
k14) FM 10-14-3
(15) FM 101-5
(16) Current MTOE and TDA
(17) Current Unit Supply Update
(18) Army Master Data File (AXDF)

b. Comments/Recommendations/Follow-up Actions:
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APPENDIX 4

SUPPLY

CONSOLIDATED EVALUATION AND S•AI• ''ING ACTIONS LIST

EVALUATED REQUIRES UNIT REQUIRES COMKAND
FOLLOW-UP HQ'S FOLLOW-UP

YES NO YES NO YES NO

i. Standard Operating
Procedures

2. Standard Property
Book Systems (SPBS)
a. Property List

(File Copy) , -.-..

b. Inventory File . .. ...-
c. Property File

(Work Copy)
d. Delegation of

Authority (DA Form
1687)

e. ExpeDdable!Durable
enA Non-Expendable
Components Request . .. .. .

f. Sub-Hand Receipts -.-. .
g. Change of Respon-

sible Officer

3. Property Accouintability

4. "irsonal Clothing and
Organizational Clota-
ing and Individual
Equipment (GCIR)
Procedures

5. Absentee Clothing

6. Basic L-ad

7. Supply Storage

8, Publications
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APPENDIX 5

PROBLEN SUMMARY SHEET

I. BACKGROUND Date Prepared

A. Unit Inspected:

B. Locations and Dates Visited:

C. CATAV Evaluator:

D. SEAP Utilized:-

II. ESSENTIAL ELEMENT EVALUATED:

Ill. EVALUATOR'S REMARKS:

IV. OTHER STAFF REXARKS:
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V. COMMANDER' S REMARKS:

VI. FOLLOW-UP ACTIONS:

A. Identified Staff Actions:

B. Coupleted Staff Actioas:

V11, DATE PROBLEX RESOLVED: _________-______
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